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SECREY

“MINUTES
OF THE

CIA CARTER SERVICE BOARD

st Meeting, Thursday, 13 Mey 195h, at L:00 P.M,
" DCI Conferemce Room, Administration Bullding

rick, Inspector General, Chairmen
iractor of Training, Member

ief, PP, Member

ate for DD/P, Member

0, Member
AD/Communications, Member
Harrieon O, Reynolds, AD for Personnel, Member
Lo K, White, A-DD/A, Member

, S4/85/1, Alternate for DD/T, Hember
iztant %o the Inspector General, Guest
hlel, Admirdstrative Staff, DD/P, Cuost
mests - Hembers of Special Task Foree on Evaluation:

Preasnbt: Messrs. Lyman B, Kirkpat
Matthew Beivd. DY

25X1A9A

25X1A9A

Bawcuvive Secretary
25X1A sacretariat
enoyvher

L, The Board approved the minutes of the 30th meeting held 6 May 195%
without change,

2, The Board then twrssd to the propossd Fitness Repord which had been
raviged by the Task Forcs on Evaluation ag an slternative to the previously
propeged Carwor Selection Report. The Chelrmaen invited comments from tha
Board regerding the form, There wes cousideceble dlscossicn with regurd Ho
whothsr or not the foma shonld be showm %o the employes being rated, with
comparisons being made o the military system of evaluation, The Tagi Forcs
wiiich had worked on the form had recammended that the form not be shows %o
the employee, Hembeors of the Prek Feres gave their opintong regarding this 25X1
particnlar aspect of the form snd of the Assessment & Fvaluation
Staff of the Office ef Training was ssked to sum up the feelings of tha Task
fores regarding thly problem and to advise the Board on some of the technieal
and paychologleal problems iowveived, The Board finally declded that 4% weuld
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be made optional whether or not the form would be shown by the supervisor

to the employse who was being rated, It also directed that specific minor
editorial changes be mads, It was determined that the content of the Fitness
Report wes adasptable to coding for machine racords and punching on IBM cards
&nd that the Report was almo susceptible to scoring so that a numerical or
adjectival rating covld be arrived at, should this be desirable, This could
only be done, however, after a lengthy process of validation had been com-
pleted, The Board mccepted the form and tendered its thanks to the Task
Foree for its efforts, emcrandum, dated 17 May 1954, fram

entitled "Performence Evaluation®™ is attached in accordance with &the request
contained in parsgraph 10 of that memorandmm,/

3. The Board then turned to consideration of the revised staff study
and Notice "Career Development of Junior Persomnel", dated l May 195k,
There was some discussion during which the matter of application by overssas
perscnnel cane up, and it was decided that they could apply but could not
be sccepted until their normal tour of duty was completed and they could
appear before the Committee for Carser Development of Junior Perssmnel.

The Board approved the Notice attached to the staff study with minor core
rections, '

i, The Board then considered a request for a Career Development
Pogition for N fron the Office of Train:l.xsaga The request
vas approved for the period from May 1954 through June 1958,

5. There was detailed discussion on the reorganization of the present
CIA Career Service Board structure, the proposed CIA Career Council and, in
particular, the timing of the transition from the ene to the other, This
discussion algo involved the state of the policy decisions necessary te
irplement the proposal for the orientation of all semior supervisors, planned
for 15 June in the Department of Agriculture Auditorimm, Several proposals
for the resolution of the problems involved were made, On motion by Colcnel
vhite, as amended by the Board agreed that Mr, Kirkpatrick
and Mr, Reynolds 8eek a conference with the Director, at his earliest
convenience, to discuss the question of the timing of the transitiom,

6, The Chairmen ammounced that he was, ucting. as an individual and as
the peorsonal appointee of the Director, submitting to the Director his resig-
nation ag Chairman of the CIA Caresr Service Board, '

7. The meeting adjourned at 5:30 p.n. to meet next st the call of the
Ghairmano

e Secretary 25X1A9A
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= D -
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17 May 195k

.HEMOFLRNIHM FORs CI? Career Service Board
SUBJFECT: Performance Evaluation

1, On 13 May the Career Service Board made the final of a
series of decisions concerming the abolition of the PER and the
utilization of a new Fitness Report., Each successive decision,
in my opinion, has made it less likely that CIA will have a use-
Ml and acceptable evaluation system, The fins) result can have
such serious impact on empleyee merale that I weould be remiss in
my professional obligation 4f I did not write the fellowing para-
graphg in an attempt to clarify the problems snd implications
involveds

2, Mlong with sex, politics and religion, evaluation pro=
cadires should be sdded as a topic about which 4t is impossible
to have a ratienal diseussien. fThis centreversis] astuss of
evaluation procedurcs and how they are to be used mokes 4% ime
perative that great care be taken to insure their general accapta-
bility prior to making a widespread or radical change in a system,
The first task force appointed by the Board developed a2 report te
be applied only to employees during their provisional period and
for the sole purpcse of alding in determination of their suitability
for retention and CIA Career Service. The report would (1) not be
shown the individual; (2) be used centrally by a few highslevel
individuals having access to technical advice snd studien; (3) not
necessarily be scored but could be if the Board so desired, The -
problem of sccsptability of the reoport did not loom large since it
would be used for relstively few people and its use carefully cone
trolled. The system would have had » ressonable chance of success,

3. Subsequent task forces were given narrower directives on
.problams with much broader implications. On 13 May, decisicn by the
Board results in a report which will be (1) used for a mitiplicity
of purposess (2) applied repeatedly to every individual in the
Agencys (3) used by loecal as well as Headquarters personnel officers;
and (h§ shem to the employee st the option of the individual
supervisor, Comparison of the two sets of sonditions makes

SeFEeluR=E=T
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apparent the fact that & report for a given set of procedures and
purposes is now to be utilized in a different fashion for diffarent
ends,

bo The shifting nature of the directives to these task forces,
further complicated by the small span of time in which each task
force was agked to complete its work has made it difficult for any-
one to keep the evaluation problem in clear perspective and resulted
in

8, The adoption of a form containing features inconsise
tent with its proposed use and without full con-
sideration of the many policies that should govern
i1te unaes,

b. The probability that a great deal of controversy
will follow the report®s introduction, with the
poseibility of serious impact on the morale of em=

ployees.

5; Some of the most important factors to be considered in the
dasign and use of rating systems ares

a8, Ratings, whether scorsd or unscored, reflect the
opinion of one person by another, and therefore, o
gingle report will never have the objectivity that
is desired. As a2 practical matter, it 2ppearas that
the only way to redice subjectivity in ratings is
by obtaining opinions of a number of supervisors as
an employee holds a geries of jobs,

b, Performance evaluation is more than a rating forms
it iz a complete system, including policles goveming
use of such forms,

¢, No personnel action should be taken automatically
concerning the individual on the bagis of the re-
sults of Fitness Reports alone; Decisions should be
made by responsible persoms having access to all the
information avallable conceming the individual,

d, Sugcess of rating systems will vary in relation to
et least the following factorss

(1) The degree to which purpose of the system is
specific,

(2) The degree of acceptance by users of the form
in relstion to its stated purpose.
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(3) The cegree of understanding that can be given
the users at the time a new procedure is intro-
duced.

6o An analysis of the proposed Fitness Report reveals its
unsultability for periodic evaluation of job performance and for
serving as the basis for discussion between supervisor and employee,
It does not contaln a great number of questions that are specific
%o job performance and it does contain a great deal of information
concermning personal characteristics of the individual which, while
not relevant to evalusation of job performsnce, are relevent to a
decision en retention with the Agency or admission to Career Ssérvice.

To A report designed for periodic evaluation of job performance
should have the following characteristicss

8. It should deal with on=the-job behaviozr during a
- specified period of time and be adapted to a wide
variety of jobs,

b, It should be designed so as to serve as a resi

bagis for discussion betwesn supervisor and his
subordinate of behavior pertinent to job performance,

¢, The individual should be informed at the beginning
of the rating period on what type of job performance
he iz going to be rated, '

d. The form shé.zld provide the possibility for inclu-
sion of specific behavior instances deserving special
commendation or ceriticism,

@2, It should include factual records on attendance, punce
tuality, or provide for the pessibility of relating
these records to the form,

£. It should be shown to the employes in its entiraty.

8o It should contain recommendaticns for training,

he It need not lend 1tself %o scoring, and

i, it should contain a statement of the job performance

factors which are to be stressed during the next
rating period.

S-EeC-ReE-T
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8. Two specific questions raised during the 13 May meeting of the

Bozaxd deserve

Qs

Approved For Release 2002‘42‘%:/1 g

somewhat fuller answers than time permitted givings

The firot question concered the possibility of scoring
the Fitness Report. As noted at the time, this report
lends itself to quantdtative scoring on the bagis of
appropriate studies. It should be added that develop-
ment of a truly meaningful score requires extensive
studies, Practically, it is pessible to develop scores
which would have rough screening uses, Even for a very
minimum vse, such scores can not, however, be developed
witil rating forms of a sizable sampling of employecs
have been received, :

(1) Use of a quantitative scope raises questions
of where that score is to be placed and who
has access to it, There 1s the possibility
of £0 using stch a score as to start an ende
less controversy, The difference between the
interpretation of a personts relative stane
ding in a select group (as expressed by scores)
and his stending in relation to some kind of
absolute standwrd (as expressed by an unscored
report) has never, to my knowladge, been successe
fully explained to any lorge group of pecple
rated, military or civilian, No one reacts
favorably to the idea he is generally competent
ut atill is in the bottom ten percent of the
employee group, Using scores requires util4s-
ation of technically trained personnel and
extreme care in guarding their eirculation snd
vie,

The second question concerned the poasibility of the
usual Personnel and Placement Officers using the Fite
ness Report in relation to assignment, reassignment,
and other persommel decizsions, This was replied to
in a somewhat negative manner by saying that this re=
port could be used for such purposes insofar as the
decisions involved relative evaluation of the indivi-
dral, It needs to be stressed, hewsver, that decisicns
such as assignment and reassignment will require addie
tional specific information ¢hat is not contained on
this form and %hat ne single form will be all that is
needsd for the many personnel decisions that are nece
essary, Reliance on a single form for all kinds of
personnel decisions cannot be expected to result in a
uniform excellence in a1l types of deeision,
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9, It is recommended:

a, Regardless of which of the courses of action listed
below is adopted, the entire problem of evaluation for
CIA multiple purposes be assigned to technlcal speciale-
ists for study under the supervision of a specially
appointed task force, The studies should be given
ample time, tentative deadline for completion established
a8 at least a year after initiation and the studies sheuld
include conaidsration of policies and ways of insuring
acceptability,

b, Both the PER and Fitness Report be used,

(1) The Fitness Report be used during the eme
ployeets provisional period.

{2) The PER be used thereafier,
¢, If thers can be but one evaluation report in use,

(1) The PER, with modifieations to incorporate
as many =8 possible of the principles in
Paragraph 7, bo used for the present,

des If the 13 May decision of the Board to utilize
the present Fitness Report stands,

(1) Section IV be eliminated as wholly inappro-
priate to the purpese of periodic ewaluation,

{(2) The report be tried out on a small scals in
selected offices in order that the Board may
have e fuller knowledge of what the impact on
employee morale will be.

10, It is respectfully requested that this memorandum be made
part of the official minutes of the CIA Career Service Board.

25X1A9A

/s/
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APPLICATION FOR MEMBERSHIP
” In The
CAREER STAFF
Of The

CENTRAL INTELLIGENCE ACENCY

To the Director of Central Intelligence
Sirs

I submit herewith my application for membership in the Career Staff
of the Central Intelligence Agency as defined below:

"Tha Career Staff of the Central Intelligence Agency is a
" group of carefully selected and trained individuals who accept an
obligation to devote themselves to the needs of the Agency, and who

have ihe-erpeebaney-of a career with the Agency."
Intend o teafe .

In accordance with thie definition, I desire to devoie myself to the
faithful performance of duty in the Central Intelligence Agency, and I accept
the obligations and conditions of that service which are determined to be
essential to the furtherance of its mlssion, -

I an aware of the many restrictions necessarily placed upon me by
virtue of the security requirements inherent in my employment by the Central
Intelligense Agency. I am also aware that as a member of the Career Staff,
it will be my obligation to serve anywhers and at any time and for eny kind
of duty as determined by the needs of the Agency, and I have been assured
that in order to carry out this policy, full consideration will be given
to my particular capabilities, interests, and personal circumstances. By
virtue of this application for membership and upon my acceptance in the
Career Staff, I am assured that, with continuing satisfactory work per-
formance and conduct on my part, Just and equitsble attention will be
accorded my psrsonal progress during my temure in the Career Staff. I am
also assured that, on my satisfactory completion of any assigmments, I will
be offerad reassignments which are compatible insofar as possible with my
gbilities and caresr interests, and that I shall be entitled to the benefits
now available or to be made available in the future to members of the
Caresr Staff of the Central Intelligence Ageney.

(Date)
ﬁhis application will be printed
according to the design created by the ORR
CGraphics Staff and when available will be

attached to 9 &3%?%3&‘2332%"1"7??’:’“8%|§ZP78-0471 8A001300500000 4 *
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